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NOV 30 1953

MEMORANDUM FOR: Director of Central Intelllgence

SUBJECT + Inspection of the Personnel Office

I, THE PROBLEM

To inspect the Personnel Office to determine its efficiency,
and to examine the relationships between the Personnel Office and other
offices of the Agency in handling persormel problems.

IT. DISCUSSION

4. Hethod of Inspection: This inspection was conducted
personally by the undersigned. . Divsctor of Personnel was requested
to hava each of his Staff and Divielon Chiefs make & presentation describ-
ing the organlzation and functions of his unit and indicating the
principal problems confronting him, Each office of the Agency (including
DD/P Staffs and forelgn Divisions) was asked to comment on the services
rendered by the Parsommel Office and to indicate the number of individuals
in the office engaged in personnel work. (See Annex I.) The Personnel
NfPice was asked to make an independent survey of personnel positlons
organizationally located outside the Personnel Office. {See Annex TI.)
The Agency regulations {including Clandestine Services Instructions) were
studied for appropriateness and completeness. {See Annex 1II.) Personnel
Office forms and standard forms shown to, or completed by, applicants and
individuals entering on duty were reviewed. {See Amnex IV.) & review
was made of the information and instruction materials used in the dirsction
of specialized recruitment {Apnex V), of pamples of correspondence to
applicants and individuals in process for entrance on duty (Annex V1), and
of the tests regularly used in connectlon with selection and placement
activities of the Personnel Dffice (Annex ¥II)., The undersigned utilized
his personal experience and knowledge of the Agency Carser Sarvice Procram
ss & basis for comments and recommendations in that regard. In addition,
numerous discussions were held with 2 great number of individuals in the
Agency of all grades; on personnel matters; and cases from the files of
the Inspector Jeneral'’s Office were utilized.

Tn making this inspection several important conslderatlons were
borne in mind:

1, Trained personnel are this sgency's most valuable 58861,
A clandestine operation can be destroyed overnight as the result
of any one of many circumstances beyond our control, but the
availability of trained operators who can re=-create such a
network 1s all important. Simllarly, a regearch analyst who is
an expert on an area or subject and who is trained in the handling
of intelligence information 1s a valuable ssset and difficult to
replacea,
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2., 1In order to preserve this valusble asset, it is important
that CIA heve sound personnel policies implemented by an efficlent
Pergonnel Office, and an sffective Career Service Program. While
admittedly other factors are involved, it is nevertheless apparent
ihat personnel management iz more thsn a little to blame for the
loss of the employess who were terminated between 1 January
and 30 June « The security factor should also be noted in
this regard, as 732 of those gesparated worked for the Agency for “org5yqa
two years or less, LOZ fer one yesr or less and 23% for less than
seven months., Of course, it should be noted that - nr-?';é 25X1A
of those leaving were grades (S8-1 through G8-6.

3. Inasmuch as one of the most frequent questlons on
administrative watters asked by the Bureau of the Budget and
{ongressional Appropriations Committees concerns the number of
personnal officers on duty, it is important that this Agency
be as close as poseible to the rest of the Federal Government,
taking into consideration, of course, that in many respects our
personnel problems are quite different from those of other
departments or agencies of the Federal CGovernment.

Lhe 1t is neceaéary'that there be clear-cut delineation
between the responsibilities of the Personnel Office and those
of the operating offices in personnel matters.

Ha Grganizatinn: At the start of this inspsction the Permonnel

“Pfice was orgenized into six divisions and four staffs. BRefore the

completion of the survey, the 0ffice was reorganised into six divisione

and two staffs, This reorganization was in the nature of combining and
centralizing certain of the functions atid should result in an improvement
o5xaf the zervices rendered by the 0ffice.

%Esﬁimnt&d fse& TTe As 3. » b@lﬁw}
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Following are the organizational components of the Personnel
Office:

25X1A i, The Office of the Assistent Director for Personnel
has & T/0 of i} inciuding the Personnel Director and hls staff.
The position of Assistant Director for Persommel is currently
vacant. The Personnel Office has undoubtedly suffered from

the rapid turnover in iis ABSXd4Agut Director position=efour
in two years

Colonel Matthew Balrd, and e
sssistant Director for Personnel 1s chargead W mplementing
the personnel policies of the Agency. The Personnel Director
is responsible for the operations of the Personnel Office.

25X1A

25X1A9
25X1A9a )

2, Plans, Research and Development Staff has a /0 of

on duty. The Tunctions of this Staff are:
i, ,.staff support and advice to the Assistant Director for
Personnel and other Agency officisls on all phases of personnel
management including the CIA Career Service Program; formulates
recommendaticng of personnel policies, regulations and standards;
develops snd coordinates legislative, budgetary, procedural and
reporting requirements; surveys, reviews and reports on all
phases of the personnel program; performs secrstariat and certain
administrative services for the CIA Career Service Board and
its panels and special boards, and certain adninistrative
services Tor component Career Service Boards; plans and conducts
research on Agency personnel management problems; plans, -
develops and conducts studies of Fersounnel Office objactives,
organization, staffing, operating procedures and special
management projects; maintains statistical records and prepares
statietical reporis as required; performs miscellaneous operat~
ing activities as ars designated by the Personnel Director."

3. 8 c§g§1ébntractin§§ #1liowances and Process Staff
has a T/0 og BN o ity and one in process. =
functions of thia Staff are: "...recommending pollcy standards
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governing Agency contracts for personal services and ceriain
other special contracts required in support of coveri operae
tions; drafting and preparing such contracts in cooperation
with the Office of the General Counsel; establishling speclial
allowances and differentials which may be granted in lieu of
standardized allowances and differentialsy and being the
central office of record of the Agency for all such contracts,
allowances and differentials and reviewing such documents
periodically, making chanzes as may be desirable or required
by local conditione; and the complete processing of all
personnel actions involving staff agents.”

25X1A

25X1A

ith

k. Personnel iivcurement Division has a T/0 of
-cn duty and two im process. The functions of this Division
e ",..persornel procurement services including plamning,
coordinsting and directing programs for developing, locating
and drawing upon sources of personnel to keep the Agency B
adequately staffeds participates in the development of '
over-all nersonnel policies, procedures, standards and regu-
lations; maintains effective relationshipe with other
components of the Personnel 0ffice and operating officials
to be continually informed of current and anticipated
persomel requirements and of current requisitiens for
25¥veonnel .

25X1A

25X1A%b

IBM cards are malntained on 2ll applicants. These
cards number about I of which about MF are qualified 25X1A
applicants.

25X1A
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25X1A
The Diviglon hog requisitions te £111
vapanoles, Although as of June 1953 there ware slericel amli»
cants bedne processed, ‘b is not antliedpatad mm all vacancies
will be filled inammuch &8 35"" are logt in progesging, and ther
osaae contimisl attrition of clerical personnal.

25X1A _

with

25X1A

duty and Eao : ;

.uinii%al mwm& sslectim «mi in-gervics msimwt;
participates in the developrent of overeall persomnel policles,
procedures, standards ond regulations) asslsis and advises ’
aoperating m‘”f ieials eoncernln; persormel utilisation and develoie
mEit Ineluding: aspigmsent, ratntim, ewvaluation and promotiong.
roviews and &pproves porsommel agtions in conformance with Agency
nolicies and regulations) oodes wylwam filaa for which there
axists no immodiate requivremont,® 25X1A

_ yoasain: and Rm Divigion has a T/0 of i with
W on duly &nd J IR proceses [he functions of the D

ares “."memainw of figial plrﬁml actions &nd madntaining
officlel pesonds of Agency pergonnal activities including
pargonnel sctions, correspandence, applicant and smployee files;
vartiecinates in the development of owerwall pergonnel policies,
procadures, standsrds and regulationgy also responsidble for
procagsslng p:.wmwel for overssas as:signment and on relurn from
such sogl: %"Z@l 25X1A

64 Pro

. o Y i3, ey A ! ‘ . {lapaiee
mm m & iﬂg& tagmm wi’f.h mfmm going to other
xwml«%m Jobs in the Apengy.) The function of this Diwvision
ist  "aeepoaition classifieation and wige administration; partie-
clpateg in the development of over=-all personnel palieiea,
procadures, standards and rerulations, allocates Azengy and
fational mm%y Counoil positions, devilops classifisation
standards and qualification requirements, porlorms wace adninigtrae
timn activitiez roverning all departmental and £1e1d positions;

ana ﬁmidm ovalnation w:iees and guldaneo partaining Lo
salarics of verious Assoglate Personnel."

Jpgansational chanzes have been 3o extensive In the past
three rears that job audits hy this Divialon have not been oome
plated for all jobs in the Agenay. Under DD/A all affices have
weon covarad axcept Lo-istlesy two Divisions of 051 have been
aurveyod, O 18 now belns eoverad, and all other DO/I oifices
arn comp.sted; while under ID/P the Registey, TS5 and some of ihe
Aren Divislons have hoon coverads Classifieation advises on
adai nisteative plans Tor covert proprictary projects.
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9« &mployee Services Division has a 7/0 of N -
duty. The functione of this Division arer ",..providing a compre-
hensive persommel relations and services programj participates in
Lhe development of overeall personnel policles, procedures,
standards and regulations; provides personnel counseling, housing,
welfare and financial services and operstes a comprehensive
insurance program for Agency personnel.”

Ce Recrulting - Personnel Procursment: The most widely heard
complaint heard throughou e Agency 1is that the recruitment of clerical
25X1A personnel is neither adequate nor timely. This is significant because of

the field recruitment staff,F {as of 9 June 1953) were
25x1%ngaged in recruiting clericszl personnel.

SX1A
une 1953, thers were about MMM clerical wvacancies in

As of O J
the Agencxp rovei)ry ReT easegﬁﬁwﬁ?léaa 8?&%6&‘65%?6&2&668&000?&85‘1‘”? of
w & -
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excluded,

It is obviocusly to the advantage of the Agency te recrult
only individuals who indieate an intention of remaining several yesrs
at least,

Tt is belisved that there is considerabls room for improvement
in the method of rejecting applicants who for one reason or another are
not employed by the Agency. This should be exclusively a function of the
Personnel Office. In the past, several components--operating, security
¢nd personnele-have become inwvolved in cases of rejections of applicants.

Approved For Release 2001/10/30 : CIA-RDP62-010965890500040021-7
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D, Processing: The major weakness in this ares is not exclusively
a fault of the Personnel Office, The handling of persormel folders is very
poor and exposes the Agency to possible criticism. At the present time
there are folders on persomnel maintained not only by the Personnel Offlce
but also by Nffices, Divisions and Branches. Further, there is inadequate
control over tha folders released by the Personnel Office with the result
that these folders are seen by unauthorized individusls and kept cut for
unwarranted periods of time., There are even indications that items may
be removed from folders. This whole procedure not only is inefficient
but eliminates any confidential aspect of the perscnnel folders.

In addition, there iz no standard system for maintaining the
personnel folders with the result that it is difficult and timeeconsuming
for & superviscr to review a file, Hot only should the folders be
properly and uniformly organized, but the folders should contain all data
pertaining to the individual's personality tralte, competence and qualli-
fications. A supervisor will search in vain for these items in most
personnel folders., It has been the experience of this Office in reviewlng
Personnel files thet very few contain the Personal History Gtatement, and
only one has contained the Personnel Qualifications nuestionnaire which
was completed by all persmnel on duty as of {approximately) August 1952.
Both of these forms contain much of this data and would be very helpful.

There are some evidences of delay in processing applicants.
This 18 apparent in: gettiing recrultment requests to the Personnel. Proe
curement Divisionj acting on applicants once their papers have been
received; between the Personnmel Dffice and the Security Office both on
submission and completion of security checks; between the Personnel 0ffice
and the obtaining office in entering an employee on duty.

It is possible that most of the delays in processing are not
the result of a poor system, but rather are from overburdening the
machinery. WNow that the Agency bas reached its full growihe~at least
for the presente~the system should work swiftly and smoothly if manned
by conscientious and competent personnel, It iz the duty of the head of
the Office of Personnel to see that 1t is so manned.

A specific criticiem also indicates that emplbyees entering
on duty are not sufficiently apprised in advence of what to expect with
regard toc such matters as transportation of depenionts, per dlem during
training and when they can go overseas.

The misinformation given to applicante and persons entering
on duty has been largely corrected by action taken by the Persomnel Jfflce
in briefing its recruiters and in preparing forme to be signed by applie
cants before processing. Errors of this nature etill ocecur, however,
through incorrect statements made by supervisors and others outside the
Personnel Office who interview applicants. This can be corracted by
adherence to the Agency regulations on the part of the supervisors and
closer supervision of these interviews by Personnel officers.

Approved For Release 2001/10/30 : C!A-BDE€2-01094R000500040021-7
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There is also evidence that on ocession employees report to
thelr of fices without the office belng aware.of the extent of the on=duty
processing such as:
clearsnces, ebc.

Personnel mansgement also commences during the procegsing of
employees entering on duty. It is stated that the processing 1s so
imperasonal &8 to siart the employee in the Agency with an unfavorable
impression.

The Central Processing Section is criticized on the basis that
it is not sufficiently femiliar with all of the details of foreign travel,

£, Placement: The most serious placement problem 1s with clerical
personnel. There Ts considerable objJection to the colicy of not permitiing
affices to interview clerical employees before agsignment. It is advenced
that there would be a lower rate of turnover of clerical employees if the
acquiring office was permitted to interview the employee in advance and
explain the type of work, working conditions, promotion posaibilities, etc.

There is a guestion as to the value of the follow-up inters
views conducted by the Persomnel 0ffice to determine whether an employea
has been correctly placed. Tt is suggested that these might be better
performed by the office concerned.

The placement officers are not sufficiently familiar with the
job qualifications required for open positions in their area. In addi-
tion, placement officers should know the views of the supervisor concerned
on the type of individusl desired.

¥, Classification: The Agency classification problem is one that
varies widely. Thero 15 no major classification problem in basic research
offices, but the claesification problem will increase proportionatsly as
the functions of the office deviate from the normal government patiern.
Thus, the completely clandestine offices are faced with the most difficult
classification problen,

There has been constant friction iy the Agency over the clagsi=-
fication system, On the one hand, the Personnel office has been adhering
as closely as possible to the standards of the Cleassification Acts., This
has been in accordance with the Agency's armounced policy of sdhering to
civil Service standards where possible. On the other hand, some offices
would prefer a classification system more flexible than that permitted
under the Civil Service standards.

G. Personnel Management:

1. Attitude toward personnel: The impersonal treatment of
both applicants and employees by the Personnel Office is one of
its greatest weaknessos. Obvicusly, there have been msny
{nstences when this has not been true, but a glance at the Office

A .
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comments {imex I) will indlcate that this failing is the one most
often mentioned., Tre bellef is that in an Agency as speclalized
and important as the CIA there should be a large degree of
persenslized handling of personnel, This should extend through
svery phase of employse-Agency relationship from application
through placement, training, promotion, transfer, ste., to termina-
tion by resignation or retirement.

There is much room for improvement in the handling of
o5X PRYeonnel appeals,

Approvec
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2. Promotionst There is definite need for an over=sll Agency
policy on promotions which at the same time will provide sufficient
flexibility to sllow rapid promotlon based on merit and yst will be

gufficiently stendardized sc that all offices are cperating on the
same basgis., The Personnel Office i= currently working on such a
regulation, .

In formulating a new promotlon policy due conpideration
should be given to competitive promotions. With an established
ceiling on the Agency, the freedom in pro—~tlons allowed by large
unfilled 7/0s is gone. Further, as Agency personnsl practice
improves and the Career Service Program is developed, the turnw
over of perscnnel, particularly in the higher grades, should
lessen. Consequently, there will bas fewey and fower promation
possibilites open as more and more of the higher T/0 slots are
filled., To prevent all higher T/0 slots from being filled, to
inguwre the continuance of the essential policy of promoting from
within wherever posslble, and to guarentee that morale is rot
adversely affected by a feeling that promotion possibilities are
linmited, full conslderation should be given to =& competitive
promotion system.

3. HRolation and Reassignment: The present Agency method for
handling rotation and reassignment ia nelther effective nor
efficient. Ain emploves who depires tn change Jobe elther because
of dissatisfsction uith the current assigrment or 1o broaden his
experisnce can take any cne of the following steps:

-a. (o to the Perzomnel Office and ask for & reassigmment,
The Personnel 0Office then “ghops" the file. A Yehopped® file
is usually regarded with susplcion: Tf the employee is
viluable, his supervisor will insist vpon a replacement before
release. If he is not, the aupervisor may be less than accurate
in evaluating the employeels performonce in order to get rid
of him,

Approved For Release 2001/10/3011CIA-RDP62-01094R000500040021-7
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b, Go to the office Career Service Board and ask for a
tranafer., This usually results in tyeassignment by negotiation®
and once agein the quality of the employee will affect the ease
of the transfer. N

c. 0Oo to friends in other offices and seek a new assign-
ment in that fashion.

Actually, none of the steps enumerated are satisfactory
for professional persomnel. Step &. 15 one that should always be
used for clerical persomnel., Step b. ia one that should work for
professional personnel if there was a proper approach to the
fyotation" problem. Step c. is probably the most effective method
currently.

long=term career planning will solve much of the rotation
and reassignment problem (see G¢ .

One of the greatest faulis, if not the greatest, is the
reassignment of employees returning from overseas, Actually,
placement is an incorrect term to use for the action currently
taking place. With the exception of high~grade employees,
returness find themselves in a position of shopping for a job,
"his is partly the respousibility of the Personnel 0ffice but
more directly the responsibility of the DD/P offices and staffs.

Returnees from overseas should know prior to leaving for
waehington what their assignment will be in headguarters. They
should be notified of the assigmment ae long as & year, and not
less than 90 days, prior to return and told what steps they
should take should they wish to appeal the aseignment. Further,
returnees should be afforded interviews with their desk officers
and branch chiefs upon return, should be able to turn to a
gpecific individual in Personnel for asaistance in administrative
matters, should be formally debriefed, and women should be
specially interviewed by a high-level woman in Persomel,

L., Efficiency Ratings and Personnel Evaluation Reports:
Periodic analysis of the effectiveness of an employee's work is
esgential to sound persormmel management. It 1s essentlal that
these avaluation reports be accurate and fair and be discussed
with the employse concerned. BSuch has not been the genersl rule
throughout the Agency. Too many of the supervisors are unwilling
to face the unpleasant task of telling an employee about mediocre
or unsatisfectory performance, Taking the asagy way out, they
give too high evaluations, thus making more difficult the problem
of terminating poor employees, There should be much more atten=
tion paid to Personnel Fvaluation Reports by all supervisors, and
supervisors should be held responsible for incorrect reports. Yo
transfer should be permitted until the employee's supervisor his

stgned a PER on the employee, discussed it with the employee, and
the gaining supervisor has alsc read amd signed the PER.

Approved For Release 2001/10133:2 CtA-RDP62-01094R000500040021-7
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¢, Termination: There appears to be no problem concerned
with the processing of employees for termination.

The two problems relating teo temmination are: too many
employses are leaving the Agency becsuse they are dissatisfied
with their jobs; it is too difficult to terminate unsatisfactory
employees, The attrition of employees will be cut only by
development of a sound personnel relations program and a Csreer
Zervice Progran.

termination of unsatisfactory employees can bve accomplished
smoothly only with approprisate use of personnel evaluation reporis.
At the present time too many employees are leeving the Agency with
111 will engendered by poor perscnnel management.

4. Employee Benefitss Oteps are currently being taken to

broaden the program of smployee benefits. This is highly
25x1A desirable.
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8. Women in the Agency: There is no question but that the

Agency has neglected the problem of assisting women to make a carser
25X1A of Agency work. This is suffiﬁiently indicated by the fact that

A women's panel has bean established under the Career

25X1A Service Board to study this problem. Careful consideration
should be given to these recommendations in order to improve the
poselbilities for women to make careers in CIA.

Bagically, the following factors have affected the
carsers of women in CIA;

a, & tendency on the part of the Persomnel Offlce %o
regard women applicants as poiential clerical rather than
professional employees regardless of whether they possessed
a college degres or nob

b, thers ig an inherent prejudice on the part of male
supervisors--not pecullar to the CIA--against advancing women
to positions of authority:

Approved For Release 2001/%0/30 :-CIA- RDPﬁZ-éH-ﬁQ‘4R000500040021 -7
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ce The Personnel Office has not watched out for the
interests of women, and there has been no ather constituted
authority to do so.

9, Career Service Program: An inspection of the Personnel
Office must take into consideration the career service program.
In simplest terms, the carser service program was organized to
develop methods to encourage employees toc make a carser with CIA.
In theory, the carser service boards should devipe policy and
methode; the Personnel Office should implement them. In practics,
the career service program has served ito dissipate responsibility
for personnsl management from both the Persconel Offlce and supor-
visors by becoming involved in personnel operatlions.

To put it bluntly, there would have been no reason for
the establishment of a career service system had the Persomnel
offica and the supervizors been properly discharging their
responsibilities for personnel management. Thers is no guestion
but that since 1ts creation the Personmsl (ffice has taken & more
alert and aggressive attitude toward many of the problems of
personnsl menagenent. But the present carser service program
puts & gevercdraln on the time of the executive personnel in the
sgeancy and is not producing commensurets results.

4 separsie report from the undersigned ss Chefman of the
CIA Career Service Bosrd will mske recommendations on the career
gervice system.

T7I. COHCLUSIONS

A, Generally speaking, the Personnel Office has performed a
satisfactory job of persomnel processing. Its recrultwent sfforts in the
clerical field have been commendeble, despits some weaknesses in proaises
nade to applicants, and probably ranks with the best in the government.
Hecrultment of professional personnel by the Fersomnel Office has not been
as well done. This cen be atiributed to lack of close coordination with
the operating offices; & nmatural tendency on the part of the operating
offices to try to recrult for themselves in the professional racke; and the
inherent unattractiveness of govermment employment for high grade profes-
siomala.

#e There have bteon divided responsibilities in the hendling of
personnel problems which have resulted in imefficient management. “linmina-
tion of these divided responsibilities can result in economy im use of
manpowsr. These divided responsibilities have beent

1. Duplicetion of personnel files &t all lawels, partleculsrly
on the divigion and branch level.

2. mployses cccupying personnel slots in the offices and
divisions are duplicating work which is the responsibllity of
the Persormnsl Office.

Approved For Release 2001/1 0/3]0; : CIA-RQR_§3391W500040021-7



i~ 3. Responsibility for personnel management is now split
between the operating offices and the Personnel Office.

4. The responsibility for personnel management is further
dissipated by the Career Servics Boards.

C. The individuals handling personnel matters in the Agency are
not sufficiently familiar with the problems end peculiarities of the dgency.,
This is particulerly true in the DI/P area where operationsl considerations
and eecurity are peramount. This will become increasingly imporiant as the
bulk of mechanical personnel work shifts from staff to agent~type action,
an inevitable result of the action stabilizing the size of the Agency at its
pregent strength,

D. There is no queation but that a classification system is
required. It 1s alsc agreed that the Civil Service wage scale is acceptable,
What is required is perhaps 2 claseification system tailored exclusively %o
the requirements of the CIA, There is alsc need for greater imagination in
the application of the system ans sufficient flexibility to permit mobility

5X1A te meet changing situstions

48 a vcorollery, an individual should not have to sacrifice his
grade 1f it 1s in the interests of the Agency to assign him to & position
slotted at a lower grade. If the reassignment is made becsuge the individual

opy1fannot hold & job of a higher grade, then there should be a demotion action.

Approved For Release 2001I<2ﬂﬂCIA-RDP62-01094R000500040021-7
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G. Personnel authority is sssumed at several levels of the Agency
and is not properly centralized. This can be atiributed both to cumbersone
proceduree and to the cemplications added by Career Service Boards., Full
personnel authority should reside in the supervisers. The Personnel Office
should see that all supervisors are thoroughly cognizant with ell personnel
regulstions. Personnel actions should be simplified asnd atreamlined to the
greatest possible extent. Termination or demotion actions should be taken
only by office directors acting together with the Personnel Director.

He The relationship between the Personnel Office snd other offices
of the Agency is not sufficiently close. As & result, there is some confusion
in nearly all phases of personnal work~-recruiting, placement, classification
and personnel management, It would appear that most of those difficulties
could be overcome by having one individual in the Personnel 0ffice assigned
the responsibility for being the foeal point for each office's persommel
probiems, This individual should have close rapport with the Chief or
Assistant Director and Administrative Personnel Officer of the office to
which assigned, should atitend the appropriate Career Service Board meetings
and should be able to get action from all Personnel Office components. Ore
individual from the Personnel O0ffice could probably handle several offices.

Those individuals from the Personnel Office who are zasligned
to the individusl offices should be thoroughly trained in the work of the
office to which assigned. Thus, one sent to the DD/P offices should take
appropriate training courses, and those to the DD/I offices should avail
themselves of intelligence courses. These courses will not only give them
speaking acquaintance with the trade of their office, but will give an
insight into the type of individual best qualified to ply the trade. Further,
the officers assigned should thoroughly familiarize themselves with every
position in their office,

I. Helations between the Personnel Office and the Yedical and
Security Offices are good, and there is every lIndication of close and
timely coordination between these three offices, as there should be. [lowe
ever, & weakness does exist in that on oeccasion the Security and Medical
Offices becone deeply involved in personnel actions and usurp=--probably
accidentally and unintentionally-~the action of the Personnel Office by
discussing an employee's medical or security disqualifications with him,
It would save the Agency trouble if all personnel actions were discussed
with employees or applicants only by the Personnel Office. This would keep
the Medical and Security Officese«in this particular aspect of personnel
relations~~in their correct role of purely fact-finding and serve to preserve
their anonymity. It would lessen debate hetween employee or applicant and
the Agency over Medical or Security findings inaemuch as the Perscnnel Direc-
tor could safeguard the information. Further, it is the correct and appropri-
ate function of the Personmel Director.

i¥, RECOMMENDATIONS
A. Recruiting:

1+ 4 personnel officer {either from the Personnel Office or the
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with a potential employes, not only to brief the supervisor as to
what to may, but alsc to prevent any allegstions by applicants as
to presumed promises. It 18 further suggested that the Personnel
Office prepare a sheet of inmstructions that can be placed in front
of the supervisors during such interviews indicating whet should
and should not be said to the spplicant.

2. Every applicant should be advigsd, and should elgn 2 state-
ment indleating that he hes been so advisged, that in order to
qualify for a eareer in CIA the Agency expects him/her to gerve
wherever 1t 1s decrmed in the best interest of the service--with
25X1 prsnﬂal considerations being glven full conasideration.

lis In view of the ceiling placed on the Agency and the fact
thal there are now only limlted professional vacancles, 1t is
recommended that the Personnel Office stop all professional
recrulting except by specific direction from the operating office.
It is Durther recormended that the specific direction from the
operating office be not by general category of individual desired,
but where possible by specific names of individuals to be approached
either for resorultment or for leads for recruliment, It is further
sugrested that & cost analysis be made periodically of the efforts
for professional recruitment to insure 1t does not beconme pro«
hibi ol o A i
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6, Applicants should be advised of rejections only by the
Parsonnel Office and reasons for rejection should be confined as
wach as possible to "there 1s no place in CIA for you st this
time® . ‘

B+ Plscemaent:

<« Tor a sizemonth perlod it is suggested that the Personnel
Office adopt the policy of allowing acquiring offiecss to interview
clerical emplovees before assignment, and that assigrment be made
after such interviews only if mmbually acceptable. At the end of
& sixemonth pariod an analysis should be made to debtermine whether
this system reduces the rate of turnover of clarical employees,

2. The DO/P, as a metter of priority, should lmmediately notify

every staff employec overseas of his or her next assicnment.
Approved For Release 2001/1 0/301: CIA-RDP62-01094R000500040021-7
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3. Employees returning from overseas should be processed with
the same degree of thoroughness as applicants entering on duty,
inciuding: a discussion with an individual in their unit not lower
than Branch Chilef; an interview with an Administrative Officer to
assist in relocationj debriefing by Training or Operations; a review
of their future with a Career Service Officer.

e Promotion:

A new over-all Agency promotion policy should be developed
inciuding a system of competitive promotlons, .

De Organizationr

1. An Assistant Director for Personnel should be appointed as
soon as possible and given full suthority to see that the personnel
policies of the Agency are carried out.

2. A job andit should be made on every individual in the Agency
located organizationally outeide the Personnel Office who engages in
any percentage of time on personnel work, and 2 determination made
as to whether that work should or should not be performed outside
the Personnel Nffice. It is further recommended that after this
audit has been complsted for the Agency, & statement or regulation
be prepared, carefully delineating those functions to be performed
outside the Personnel Office from those performed by the office
itself.,

3., If recommendation D.2. {ebove} is implemented, it is suggested
that all slots eliminated as a result of this survey, whether from
the Persormel Office or operating components, be placed in the
IMrectorts reserve pool. This recommendation is based on the con-
viction that if the offices are allowed to keep these slota they
will be utilized in existing operations or projects with nmo
appreciable saving to the Agency in manpower or efficiency, but
that if they are placed in the Director's reserve pool the slots
can be reallocated for new and urgent projects.

i« Kach office should have a personnel officer charged with
211 asoects of personnel management. These officers should be
trained in personnel matters, either selected by or with the
econcurrance of the Personnel Office, and should be in close and
eonstant contact with the Personnel 0Office, working together with
that office ag & tesm.

5, Only two individuals in the Agency should be authorized
to advise an employee of a Personnel Actionwwthe employee's
immediate superior end the Personnel Director. The employee should
be allowed the right of appeal from an unfavorable action {termina=-
tion, demotion, unwanted transfer) first to his immediate superior,
next to the Personnel Nffice, and finally to the Inspector Genersl
~=in that order-~but discussion directly with the Security and
¥edical OPffices should be discoursged.
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B« Processingt

1. ¥ach employce entering on duty should be given a form
indicabing a1l processing snd initisl indoctrination he is to go
throughs. This form should be carried by the employse until he
completes this phase, It should be prepared jointly by the Personnel
Office, Hedical Office, Security Office, and Office of Training.

2, It is recommended that only the Personnel Office be pere
mitted to kesp personnel files; that these files be much moTe
closely held than in the paght, and made availsble only to the level
of Branch Chiaf and shove; that all individuals allowed to review
& personnel file be regquired to sign a record sheet so that there
will be a permanent record of all individuals who have had acceas
to the information in the filesy that the files be sllowed out of
the Personnel Office only for limited periocds of time in each
instance (i.e., 2h=L48 hours)y and that offices be permitted to
kesp only FERs (Personnel Evaluation Reports} and ERCs (Employee
Hecord Cards) for information on their employees.

3« 4 personnel relations or training oificer should explain
- %o new employvees who enter on duby something aboul the processing,
the Agenay, etc., to render the initial processing less lmpersonal.

4« The Central Processing Unit should dsvelop procedurss for
foreign travel that place the abgolute minimum of work on the
individual or the operating component.

Fe Mtagg$

1. A survey should be made of all jobs held by militery
personnel to determine whether the function is bast performed by
military or civilian,

2+ Supervisors with military personnel undsr their jurise-
diotion should be carefully briefed on the handling of military
personnel, with particular reference to the necessity for siricl
impartiality between civillans and military and for having the
military return to their services as goodewill ambassadors.

Gs Pergonnel Managementt

1, Immedlate steps should be taken to insure the operation of
& system of realistic Personnel Evaluation Reports or Efficiency
Reports. These steps should includet

a. oduecation of all supervisors on the role of the PER
and its importance for sound personnel ménagemsnts

bs policing by the Personnel Dffice te insure that
accurate PERs are execuitsd on each amployvee periodiecally and
discussed with the employee.

nd 20 -
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2. Training should develop additional courses for supsrvisors
and executives streseing personnel management, These courses
should be compulsory for all supervisors from the level of Branch
Chief up.

3. The Assistant Dirsctor for Personnel should take steps
%o insure that the Personnel Office exists sclely to be of service
to other components of the Agency in personnel matters, and that
ites accomplishments be viewed in that light,

i, The Asslstant Director of Personnel should be advised to
take immediste action to canvas the ‘rency for individuals
possessing some operating experience--on both the DD/P and DO/I
sideg~~uwho are otherwlse qualified for regular or rotational
assignment to executive positions within the Personnel Office.
The introduction of executive level personnel within the Office
of Personnel who have experienced phases of the operaticnal life
of the Agency is a needed catalyst in order to Join together
properly the fgency's personnel needs, management and understanding
of problems,

Iyman B. Kirkpatrick
Inspector (eneral
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ANNEXES TO PERSONNEL STUDY (0n file in Office of Inspector General)

I,

II.

III.

Iv.

Y.

VIT.

ViII,

IX.

X.

XI.

Y11,

Comments by all offices of CIA (including DD/P Staffs and Ares
Divisions) on the Personnel Office and psrsonnel problems.

Report of personnel positions organizationally locatsd ountside
the Persormel Office {7 July 1953).

Agency Regulations (including Clandesiine Service Instructions)
on FPersonnel matters.

Personnel 0ffice forms snd standard forms shown to, or completed
by, applicants and individuals entering on duty.

Information and instruction materials used in thes direction of
specialized recrultment (23 July 1953).

Sample of corresponderice tc applicants and individuals in process
for entrance on duty.

Test Batteries (specimen set)--tests regularly used in connection
with selection and placement activities of the Personnel Office.

Survey Report on Persommel Procurement Division, Office of
Personnel, prepared by Edward J. Green (30 April 1953).

Material on Personnel files,
Personnel Office reorganization chart,
Personnel Office T/0 and Budget.

Biographiesl sketiches of principal officers of the Personnel (ffice.
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